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1110 Victoria St Ste 201
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Phone: +1 (956) 523-4069

Tyler Software

Desriton SV e s : : # of Years nual Fee |

Annual Fees
Test/Training Site - Basic
Recorder Base

Full Seat License [27]
eRecording

Records Public Access
EMarriage

Fraud Notify

TOTAL 3 $104,023

Transaction Fees

Description Transaction Fees

eCertification - transaction per document requested $3

Professional Services

Description Extended Price _Maintenance
eCertification Service
Project Management

Business Process Review T"\
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Initial Software Installation
Conversion

UAT/Conversion Review
Implementation

Training

Go Live

Records Public Access Package
eRecording

Fraud Notify

eMarry

Total Hours 657
TOTAL $ 120,400 S0

Third-Party Hardware, Software and Services

2 Quantity

SSL Certificate ' 3 $ 891 . $0

TOTAL 891 S0

T :
Gl Rerantig $ 104,023.00 $109,223.00 $ 114,684.00
Annual Fees

Summary One Time Fees Recurring Fees
Total Tyler Software SO SO
Total Annual S0 S 104,023
Total Tyler Services $ 120,400 S0
Total Third-Party Hardware, Software,

Services S 891 S0
Summary Total $121,291 $ 104,023
Contract Total $449,221

Comments
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Client agrees that items in this sales quotation are, upon Client's signature or approval of same, hereby added to the
existing agreement ("Agreement") between the parties and subject to its terms. Additionally, payment for said items,
as applicable but subject to any listed assumptions herein, shall conform to the following terms:

» License fees for Tyler and third party software are invoiced upon the earlier of (i} deliver of the license key or
(il) when Tyler makes such software available for download by the Client;

» Fees for hardware are invoiced upon delivery;

» Fees for year one of hardware maintenance are invoiced upon delivery of the hardware;

» Annual Maintenance and Support fees, SaaS fees, Hosting fees, and Subscription fees are first payable when
Tyler makes the software available for download by the Client (for Maintenance) or on the first day of the
month following the date this quotation was signed {for SaaS, Hosting, and Subscription), and any such fees are
prorated to align with the applicable term under the Agreement, with renewals invoiced annually thereafter in
accord with the Agreement.

» Fees for services included in this sales quotation shall be invoiced as indicated below.

o Implementation and other professional services fees shall be invoiced as delivered.

o Fixed-fee Business Process Consulting services shall be invoiced 50% upon delivery of the Best Practice
Recommendations, by module, and 50% upon delivery of custom desktop procedures, by module.

o Fixed-fee conversions are invoiced 50% upon initial delivery of the converted data, by conversion option, and
50% upon Client acceptance to load the converted data into Live/Production environment, by conversion
option. Where conversions are quoted as estimated, Tyler will invoice Client the actual services delivered on
a time and materials basis.

o Except as otherwise provided, other fixed price services are invoiced upon complete delivery of the service.
For the avoidance of doubt, where "Project Planning Services" are provided, payment shall be invoiced upon
delivery of the Implementation Planning document. Dedicated Project Management services, if any, will be
invoiced monthly in arrears, beginning on the first day of the month immediately following initiation of
project planning.

o If Client has purchased any change management services, those services will be invoiced in accordance with
the Agreement.

o Notwithstanding anything to the contrary stated above, the following payment terms shall apply to services
fees specifically for migrations: Tyler will invoice Client 50% of any Migration Fees listed above upon Client
approval of the product suite migration schedule. The remaining 50%, by line item, will be billed upon the go-
live of the applicable product suite. Tyler will invoice Client for any Project Management Fees listed above
upon the go-live of the first product suite.

« Expenses associated with onsite services are invoiced as incurred,

* Travel Expenses will be billed as incurred according to Tyler's standard business travel policy. The following
trave| expenses are estimated for this project. The County has control of how many trips are conducted for
travel (versus virtual training services).

Estimated $15,000 in travel expenses 6 trips x $2,500 per trip (detail below)
Business Process Review: 1 Trip

Tralning: 2 Trips

Go-Live: 3 Trips

Total Estimated Trips: 6 Trips
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Exhibit B
Invoicing and Payment Terms

We will provide you with the software and services set forth in the Investment Summary of the
Agreement. Capitalized terms not otherwise defined will have the meaning assigned to such terms in
the Agreement.

Invoicing: We will invoice you for the applicable software and services in the Investment Summary as
set forth below. Your rights to dispute any invoice are set forth in the Agreement.

1.

2.

Tyler Annual Services.

1.1,

152

Saas Services. SaaS Fees are invoiced on an annual basis, beginning on the commencement of
the initial term as set forth in Section E(1) of this Agreement. Your annual Saa$ fees for the
initial term are set forth in the Investment Summary. Upon expiration of the initial term, your
annual Saas fees will be at our then-current rates.

Other Annual Services. Fees for annual services other than SaaS Services are invoiced on an
annual basis, beginning with the availability of the service. Your annual fees for the initial term
are set forth in the Investment Summary. Upon expiration of the initial term, your annual fees
will be at our then-current rates.

Tyler Services.

2.1.

2.2.

2.3

2.4.

2.5.

Professional Services Generally: Unless otherwise indicated below, fees for Tyler services are
invoiced as delivered.

Consulting Services: Fixed fee Consulting Services will be invoiced 50% upon your acceptance of
the Best Practice Recommendations, by module, and 50% upon your acceptance of custom
desktop procedures, by module.

Conversions: Fixed-fee conversions are invoiced 50% upon initial delivery of the converted
Data, by conversion option, and 50% upon Client acceptance to load the converted Data into
Live/Production environment, by conversion option. Where conversions are quoted as
estimated, we will bill you the actual services delivered on a time and materials basis.
Requested Modifications to the Tyler Software: Requested modifications to the Tyler Software
are invoiced (i) 50% upon delivery of specifications and (ii) 50% upon delivery of the applicable
modification. You must report any failure of the modification to conform to the specifications
within thirty (30) days of delivery; otherwise, the modification will be deemed to be in
compliance with the specifications after the 30-day window has passed. You may still report
Defects to us as set forth in this Agreement.

Other Fixed Price Services: Other fixed price services are invoiced as delivered. For the
avoidance of doubt, where “Project Planning Services” are provided, payment will be due upon
delivery of the Implementation Planning document. Dedicated Project Management services, if
any, will be billed monthly in arrears, beginning on the first day of the month immediately
following initiation of project planning. Strategic Program Management Services, if any, will be
billed monthly in arrears, beginning on the first day of the month immediately following
initiation of program planning.
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Hardware & Third-Party Products.

3.1. Hardware: Hardware costs, if any, are invoiced upon delivery.

3.2. Hardware Maintenance: The first year maintenance fee for hardware is invoiced upon delivery
of the hardware. Subsequent annual maintenance fees for hardware are invoiced annually, in
advance, at then-current rates, upon each anniversary thereof.

3.3. Third-Party Services: Fees for Third-Party Services, if any, are invoiced as delivered, along with
applicable expenses, at the rates set forth in the Investment Summary.

3.4. Third Party Software. License Fees for Third Party Software, in any, are invoiced when the
applicable Third Party Software is made available to you for download.

3.5. Third Party Software Maintenance: The first year maintenance fee for the Third Party Software
is invoiced when it is made available to you for downloading. Subsequent annual maintenance
fees for Third Party Software are invoiced annually, in advance, at then-current rates, upon
each anniversary thereof.

3.6. Third-Party Saas Services. Third-Party SaaS Services fees, if any, are invoiced on an annual basis,
commencing with availability of the respective Third-Party SaaS Services. Pricing for the first
year of Third-Party SaaS Services is indicated in the Investment Summary. Unless express stated
otherwise, pricing for subsequent years will be at then-current rates.

Transaction Fees. Unless paid directly by an end user at the time of transaction, per transaction
(call, message, etc.) fees are invoiced on a monthly basis. Fees are indicated in the Investment
Summary and may be increased by Tyler upon notice of no less than thirty (30) days.

Expenses. The service rates in the Investment Summary do not include travel expenses. Expenses
for Tyler delivered services will be billed as incurred and only in accordance with our then-current
Business Travel Policy. The quantity of trips to your location and maximum cost of expenses to
perform the services included in this Agreement as of the Effective Date are included in the
Investment Summary. The travel amount may only be exceeded by mutual agreement of the
parties.

Unspecified Expenses. Client shall not be responsible or liable for any costs or expenses not
expressly provided for in this Agreement.

Payment. Payment for undisputed invoices is due within forty-five (45) days of the invoice date. We
prefer to receive payments electronically. Our electronic payment information is available by contacting
AR@tylertech.com.
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Exhibit C

SERVICE LEVEL AGREEMENT

L Agreement Overview

This SLA operates in conjunction with, and does not supersede or replace any part of, the Agreement. It
outlines the information technology service levels related to the availability of the Tyler SaaS Services that
you have requested us to provide. All other support services are documented in the Support Call Process.
This SLA does not apply to any Third-Party SaaS Services.

1l Definitions. Except as defined below, all defined terms have the meaning set forth in the
Agreement.

Actual Attainment: The percentage of time the Tyler Software is available during a calendar month,
calculated as follows: (Service Availability — Downtime) + Service Availability.

Client Error Incident: Any service unavailability resulting from your applications, content or equipment, or
the acts or omissions of any of your service users or third-party providers over whom we exercise no
control.

Downtime: Those minutes during Service Availability, as defined below, when all users cannot launch,
login, search or save primary data in the Tyler Software. Downtime does not include those instances in
which only a Defect is present.

Emergency Maintenance Window: (1) maintenance that is required to patch a critical security
vulnerability; (2) maintenance that is required to prevent an imminent outage of Service Availability; or
(3) maintenance that is mutually agreed upon in writing by Tyler and the Client.

Planned Downtime: Downtime that occurs during a Standard or Emergency Maintenance window.

Service Availability: The total number of minutes in a calendar month that the Tyler Software is capable
of receiving, processing, and responding to requests, excluding Planned Downtime, Client Error Incidents,
denial of service attacks and Force Majeure. Service Availability only applies to Tyler Software being used
in the production environment.

Standard Maintenance: Routine maintenance to the Tyler Software and infrastructure. Standard
Maintenance is limited to five (5) hours per week.

1. Service Availability
a. Your Responsibilities

Whenever you experience Downtime, you must make a support call according to the procedures outlined
in the Support Call Process. You will receive a support case number.

b. Our Responsibilities

When our support team receives a call from you that Downtime has occurred or is occurring, we will work



with you to identify the cause of the Downtime (including whether it may be the result of Planned
Downtime, a Client Error Incident, denial of service attack or Force Majeure). We will also work with you
to resume normal operations.

[} Client Relief

Our targeted Attainment Goal is 100%. You may be entitled to credits as indicated in the Client Relief
Schedule found below. Your relief credit is calculated as a percentage of the SaaS Fees paid for the
calendar month.

In order to receive relief credits, you must submit a request through one of the channels listed in our
Support Call Process within fifteen (15) days of the end of the applicable month. We will respond to your
relief request within thirty (30) days of receipt.

The total credits confirmed by us will be applied to the Saa$S Fee for the next billing cycle. Issuing of such
credit does not relieve us of our obligations under the Agreement to correct the problem which created
the service interruption.

Credits are only payable when Actual Attainment results in eligibility for credits in consecutive months
and only for such consecutive months.

99.99% - 99.70% Remedial action will be taken
99.69% - 98.50% 2% of SaaS Fees paid for applicable month
98.49% - 97.50% 4% of SaaS Fees paid for applicable month
97.49% - 96.50% 6% of SaaS Fees paid for applicable month
96.49% - 95.50% 8% of SaaS Fees paid for applicable month
Below 95.50% 10% of SaaS Fees paid for applicable month

* Notwithstanding language in the Agreement to the contrary, Recovery Point Objective is one (1) hour.
V. Maintenance Notifications

We perform Standard Maintenance during limited windows that are historically known to be reliably
low-traffic times. If and when maintenance is predicted to occur during periods of higher traffic, we will
provide advance notice of those windows and will coordinate to the greatest extent possible with you.

Not all maintenance activities will cause application unavailability. However, if Tyler anticipates that
activities during a Standard or Emergency Maintenance window may make the Tyler Software
unavailable, we will provide advance notice, as reasonably practicable, that the Tyler Software will be
unavailable during the maintenance window.
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Exhibit D
Third-Party Terms

Reserved.
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Statement of Work

REMAINDER OF PAGE INTENTIONALLY LEFT BLANK

L]
L)
L
..'.‘C
L)

tyler



Webb County Clerk

SOW from Tyler Technologies,

9/24/2025

Presented to:

Margie Ibarra

1110 Victoria Street # 201
Laredo, Texas 78040

Contact:

Jon Phillips

Email: Jon.Phillips@TylerTech.com

1627 Cole Blvd #300, Lakewood, CO 80401

tyler

technologies



Table of Contents
PART 1: EXECUTIVE SUMMARY ....ccoccirisesssmsumssassasssssnsssasssesasssnsasssusssnsansssssasansan 1
I o T 1T ot A= o T SR 1
1.1 I TIOOUICEION o 1os e ommernrsnsesssranmessesinnsrsrs trsanssnnmmenmnnes snnss snsmeammsns bebeem s m A AT e TR I e anE 1
1.2 PrOCCt GOElS ooy s o e r et s b s S T R T S B B 1
13 I RO OO R oxsccvisissovvmivinoaasnsoumsse s s orses s BT A TEE 4 S o4 S NS S S S e B a3 1
PART 2: PROJECT FOUNDATION ....ccoccucianmmumusmmsismssssasssmasssassinsssmsssssssesseansassssaassssans —— S— 3
2 Project GOVETNIANGCE i raiaiissansansaianssuessiiiissaiesssaassiunne i i sss s v aesass sasis s subssanapossvass 3
2. Project SCope CONMIO.iiiiisissssssissismissssnmansisissenninssiimiisssasssisunsisasisisassassosssssssossstannssosiss sassursnsnsnan 4
3.1 Managing Scope and Project ChaNZE ......c.uvieiiiiiiee e en e ees 4
B2 CHANZE CORIIOL ..orsnmmmemsmnmsenmrsesenansassssronssnsnasasiesn i sns So oo s M R T S T 4
23 Change Request Ma AR wsmrmismissvestossssms s ssamsss s i s ase sy ssississ i s s ssnisssssenadsvissi 4
4. ACCEPLANCE PIOCESS .ciivunsisssirissarmssmsnsisnnsasssinsnanssssnsansssnrssssssassssssssasnsssssansssassssessassss ssstasassonsssansnssaennes 6

5. Relesand Responsibilities..... o unnnmmnpnarsimaann i rnnunmsnnsansao a6

5:1 TylerRoles: & ResoonsiDIlIRS s mmavmrmm s oy T ST S 6
511 TR EXECUEIVE M MBIZET csswinivss wwusssunesusiatasstioos osuasins b edssssss oo iasas vass saiis ssns ssse s sessabas ves e inmmsess 7
5.1.2 Tyler Implementation Manager ......c...oiv ittt s sra e e ne e 7
5.13 TYIEr FrOIBt VIANABEE o srrernesmmmassesnsssssssenssan e in o R B e 7
514 Tyler Impleméntation CONSUILANT «ovmmnmmmmmnmiaaisin s i s v s 8
5.15 71 (=] T Lo e P YU PRI 8
5.1.6 TYIEr TECHNICA] SEIVICES .ottt bbb s 8

5.2  CerkRoles B Responsibilities... ... oo mmmmiismisiinimisiiioiinsisi s s ieinvi sty 9
521 ClETK EXECULINVE SPONSOT. ussuseumansss sumss st e s e i L T oo s s i o e v 9
522 Clerk St i MM i s e s ek SR s S A R YA B i 9
5.2:3 Clerk ProjECT IMBNAERT ...oiviveeesvieerete ettt eie e ee e e e e s s shesbs b s n e e s s e en e e b e s enn e 9
5.2.4 Clerk FURCHONA] LBATS oo svrssssss iy shs o sy f 0 s o svss s s e st 11
5.2.5 CIETK POWET BB, coovsimsasssoss oy 5o v s o5 s s s s vt S el s v dev s s 11
5.2.6 LT o U LT 3 12
5.2.7 Clerk TECANICA] LBA.......crrasemrarsenassansenssnsesdvs snscssmisnissinisvisiorsissassiivnai e R R ey oaus 12
528 Clérk Change Management LEA . s vmssmisssisivim it s s it ivsissnmsviiasvenii 12

PART 3: PROJECT PLAN ..csusmssnssinissassusasussssasivsnsasnssassosasrasonsarssisass R RIISURT——— £
6.  PTOTOCE SYAZOS. .. covivaiseinmminsmnssserses i e TR s e s U I we s s e e N RS R R R s N e e wawm e 13

o I |11 1= (4 e [ LT AT 14
6.1.1 |10 | K8 To] o [T 1 [ U O 14
6.1.2 ProjECt/PRase PIaNMING .....coocrereririesceece ettt sttt bbb bbb b s 15
6.1.3 I ST U UTE PIAITMINE s cus s s e s s 33 s e 0 0 M B A S M E S BR a Ta o 16

Webb County Clerk
Tyler Technologies, Inc.



6.1.4 S AR OO BT IIEELINT «xvuessvuuisssusouss s3a s o fonmuas s ea 198553 03 T A S o S SAANS r b 17
6.1.5 This work package is not applicable........cccciicc s 18
6.1.6 Control Point 1: Initiate & Plan Stage ACCEPLanCe. ... 18
I R - [ O 18
G621 S T O ) T T L RN OTEN v v o 0 S T S P e S S s AR 18
6.2.2 Current & FULUre State ANaIYSiS... ... criiiimiiiisisisinisiassnssis st sss st asssas s ssassast ennossssssens 19
6.2.3 This work package is not applicable..........cin 20
6.2.4 CONN TS ION A BSEITIBIIL o vsvvasiiarsrss v vakams s iosa F5ss 0 VoL S Vo e S e S s o R SO 20
6.2.5 Control Point 2: Assess & Define Stage ACCeptance ... 21
6.3 Prepare SOIULION ...c.uoecrie ittt s s e s bbb s se e s saE bbb aan e b 22
B3 INitial SYStEM DEPIOYMENT ...ttt e s 22
6.3.2 COTVE TR TP ETIOY uerassssssiss o5 s AR 0 040404 34 VoA S RS B A eSS ST ST ama o s em s 23
6.3.3 Process REFINEMENT ....ouiiiieiiiieie et cb et e et a e 24
6.3.4 CONVErSION DEIIVETY ..ovviriieciieei ettt ea e s 25
6.3.5 This work package is not applicable. ... 27
6.3.6 Control Point 3: Prepare Solution Stage ACCEPtanCe........cocivieiiiiiiiiinii s 27
6.4 ProdUCTION REAMINESS ..cviivieiiiieereiieeseiae ettt ettt eae st e sa s st ss e m e s e ee s eae e e e eae et s e b e enn e b e e s 27
6.4.1 GOIUTION VAlIATION c1vrrsrrusnnsnansmnansmnssenenmsssnsssssos chioEe g H ST AT S o S R VA SR S L0 27
6.4.2 GO-UIVE R A TS o rovsnsrnss vovusyss s ovm s e s E e s o9o s TR R oW T B SO oo s VA W e e s 28
6.4.3 BT LISBIE TRBIIIE «ccovsussssvvvsimniavunssnioniassa v essssaa e iassss sossanss winssa s pn e sadi s sansmsismnssn s bab ems st 29
6.4.4 Control Point 4: Production Readiness Stage ACCEPLaNCe........ccciciiiiiiiinniie i 30
6.5 PEOBUCEION. . vrnecrreserrsssnesssnrsrsnesssnssisssss ixsss Sa e s THES T o E8s RO T VRN TRy RS T T s e s Ve 31
6.5.1 O I o S S T T 0 S B TS S S R A e AR W s it 31
6.5.2 Transition tO ClIENT SEIVICES...uiicieiiereeeisreeiareieeeeeeeeeser e e s e bbs s s saat e sae s saas s saba e e sban s srans s sassessseeans 32
6.5.3 POSt GO=LIVE ACHIVIHIES......covverrirrressarsrssnnnsessnannossssnssssssonnsnnsssnnrsssnnnnssssnnssasinsaniiioss snasisisaassnsa siasins 33
6.5.4 Control Point 5: Production Stage ACCEPLanCe.......ccccciiiiiiiiiiiiniiniiiis s s snes 34
6.6 B e e s A N S W 4 0 S0 T B 0 T S M ST TS R e 34
6.6.1 [ A Tl @ (oYY =10 1V O OSSO UPUIPSRPOPON 35
6.6.2 PrOJECE CIOSBOUL ..ecenersrrernsnmssnessarnerasssnsneanssns st sessnass ansuss s sasans s stess esmaessslaNEs VNIV AT A AT e 36
6.6.3 Control POIRLE: ClOSE StAZe ACCEDEANGE sy immss s s v ot s b s PR B s 37

7.  GOneral ASSUMPTIONS v ivsscssivmsiinissvsnsisntsniansssasstrermimisssassnninsssss soasansn sasasnnnnsnssrssshessind S4488s 408880000 37
7.1 e 4= OO P YOO PR P P 37
7.2 Organizational Change Management ..o e 37
7:3  RESOUNGES A0 SEIVBOUING <oocsiossusnvosssmessnimsssys s o s oo s i sos sosss 5seany o o ssomssms sbwsunsmusmseson 38
T Db oo S R AR Y s S e e S A R RS RS S ARV AR T 38
7.5 FACITEIES, ... cnsrrornprsnessnussnsasssasensmntsnsmmnassssnssnsannnssnysns smns fonsss st sV T T A G R T VS O S 39
B.  IGEOSSATY svivvvisssvsensvsmsssssssmss st Ceaeiis ey NS Eaau N uE S SN eSSy s P Vs S R SR SRR b R R o 40
PART 4: APPENDICES ....ccossummmsnmnsessassnsnsans S AR — SRR X ]
0, CONVBESION oorenssenrssonsssnsssssns s cosssssassis s dvant soaunsnsnnsnssns shspanesPFsaREEssosdussut sumtauissvave BoENIEas AR S daeais 43
9.1  Records COnNVErsion SPecifiCation ... iiisiesimsimimmamiiisaisiissssss iosbesssssasnsssss ssasaassssssovasssssss 43
9.1.1 B O TN D BT s i 0 T B S VO oS sy 43
812 IENVBEIES s crrasnmsnnsnrsnssprmnsassnsamsersnssnvensasss s s i 00 Eoo 00 L SR T TV R Y RSO e T R ot 43

Webb County Clerk
Tyler Technologies, Inc.



9.1.3 BT D RTINS .. cxonsmms mene oo e nmns s A S S S S A A SR N TN A T GO AT P S v 44
9.14 A O AT OIS, cx crssersmesomenanssnersmsusrimenssnennnpensnmmasanses sxnssansnessobs kb5 VELs F40 EE SR L O TR OB TN A T S 45

10.  Additional APPENDICeS ...ueiiviiisuiiiiiiiiiiiiiii e e e e s 49
10:1 Thiswork package is not applicable. i imiimwiivimimisimsmmsmmsmm i s s 49
11. o o= A T =] L= OO PP PR PP PP PPOPTOREEE 1
11.1 Sample Enterprise Records Management Timeline.........cccoiiiiiii, 1

Webb County Clerk

Tyler Technologies, Inc. Page [ iii




Part 1: Executive Summary

1. Project Overview

1.1 Introduction

Tyler Technologies (“Tyler”) is the largest and most established provider of integrated software and
technology services focused solely on the public sector. Tyler's end-to-end solutions empower public sector
entities including local, state, provincial and federal government, to operate more efficiently and connect
more transparently with their constituents and with each other. By connecting data and processes across
disparate systems, Tyler’s solutions transform how clients gain actionable insights that solve problems in their
communities.

1.2 Project Goals

This Statement of Work (“SOW”) documents the methodology, implementation stages, activities, and roles
and responsibilities, and project scope listed in the Investment Summary of the Agreement between Tyler
and the Clerk (collectively the “Project”).

The overall goals of the project are to:

= Successfully implement the contracted scope on time and on budget

= |ncrease operational efficiencies and empower users to be more productive

= |mprove accessibility and responsiveness to external and internal customer needs

= QOvercome current challenges and meet future goals

= Providing a single, comprehensive, and integrated solution to manage business functions
= Streamline business processes through automation, integration, and workflows

= Provide a user-friendly user interface to promote system use and productivity

= Eliminate redundant data entry

1.3 Methodology

This is accomplished by the Clerk and Tyler working as a partnership and Tyler utilizing its depth of
implementation experience. While each Project is unique, all will follow Tyler’s six-stage methodology. Each
of the six stages is comprised of multiple work packages, and each work package includes a narrative
description, objectives, tasks, inputs, outputs/deliverables, assumptions, and a responsibility matrix.

Tailored specifically for Tyler’'s public sector clients, the project methodology contains Stage Acceptance
Control Points throughout each Phase to ensure adherence to scope, budget, timeline controls, effective
communications, and quality standards. Clearly defined, the project methodology repeats consistently across
Phases, and is scaled to meet the Clerk’s complexity and organizational needs.

Webb County Clerk
Tyler Technologies, Inc.



Tyler’s Six Stage Project Methodology

INITIATE &
PLAN

TYLER PROJECT MARAGEMENT ~ TYLER CLIENT SERVICES

The methodology adapts to both single-phase and multiple-phase projects.

To achieve Project success, it is imperative that both the Clerk and Tyler commit to including the necessary
leadership and governance. During each stage of the Project, it is expected that the Clerk and Tyler Project
teams work collaboratively to complete tasks. An underlying principle of Tyler’s Implementation process is to
employ an iterative model where the Clerk’s business processes are assessed, configured, validated, and
refined cyclically in line with the project budget. This approach is used in multiple stages and work packages
as illustrated in the graphic below.

Iterative Project Model

The delivery approach is systematic, which reduces variability and mitigates risks to ensure Project success. As
illustrated, some stages, along with work packages and tasks, are intended to be overlapping by nature to
complete the Project efficiently and effectively.

Webb County Clerk
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Part 2: Project Foundation

2. Project Governance

Project governance is the management framework within which Project decisions are made. The role of
Project governance is to provide a decision-making approach that is logical, robust, and repeatable. This
allows organizations to have a structured approach for conducting its daily business in addition to project
related activities.

This section outlines the resources required to meet the business needs, objectives, and priorities for the
Project, communicate the goals to other Project participants, and provide support and guidance to
accomplish these goals. Project governance defines the structure for escalation of issues and risks, Change
Control review and authority, and Organizational Change Management activities. Throughout the Statement
of Work Tyler has provided RACI Matrices for activities to be completed throughout the implementation
which will further outline responsibilities of different roles in each stage. Further refinement of the
governance structure, related processes, and specific roles and responsibilities occurs during the Initiate &
Plan Stage.

The chart below illustrates an overall team perspective where Tyler and the Clerk collaborate to resolve
Project challenges according to defined escalation paths. If project managers do not possess authority to
determine a solution, resolve an issue, or mitigate a risk, Tyler implementation management and the Clerk
Steering Committee become the escalation points to triage responses prior to escalation to the Clerk and
Tyler executive sponsors. As part of the escalation process, each Project governance tier presents
recommendations and supporting information to facilitate knowledge transfer and issue resolution. The Clerk
and Tyler executive sponsors serve as the final escalation point.

Project Governance Relationships

CLIENT LEADERSHIP TYLER LEADERSHIP

EXECUTIVE SPONSOR

/| EXECUTIVE SPONSOR
Champions the project, secures buy-in, provides Sl : i
a0d ultimate decision-making Provides oversight and ultimate decision-making
A A
STEERING COMMITTEE IMPLEMENTATION MANAGER
Monitors progress, goals and objectives 4 P Moniters progress
F' N A
PROJECT MANAGER PROJECT MANAGER
Oversees project schedule and tasks | Oversees project schedule and tasks
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3. Project Scope Control
3.1 Managing Scope and Project Change

Project Management governance principles contend that there are three connected constraints on a Project:
budget, timeline, and scope. These constraints, known as the “triple constraints” or project management
triangle, define budget in terms of financial cost, labor costs, and other resource costs. Scope is defined as the
work performed to deliver a preduct, service or result with the specified features and functions, while time is
simply defined as the schedule. The Triple Constraint theory states that if you change one side of the triangle,
the other two sides must be correspondingly adjusted. For example, if the scope of the Project is increased,
cost and time to complete will also need to increase. The Project and executive teams will need to remain
cognizant of these constraints when making impactful decisions to the Project. A simple illustration of this
triangle is included here, showing the connection of each item and their relational impact to the overall
Scope.

Project Management Triangle

7% QUALITY

BUDGET

A pillar of any successful project is the ability to properly manage scope while allowing the appropriate level
of flexibility to incorporate approved changes. Scope and changes within the project will be managed using
the change control process outlined in the following section.

3.2 Change Control

It may become necessary to change the scope of this Project due to unforeseeable circumstances (e.g., new
constraints or opportunities are discovered). This Project is being undertaken with the understanding that
Project scope, schedule, and/or cost may need to change to produce optimal results for stakeholders.
Changes to contractual requirements will follow the change control process specified in the final contract,
and as described below.

3.3 Change Request Management

Should the need for a change to Project scope, schedule, and/or cost be identified during the Project, the
change will be brought to the attention of the Steering Committee and an assessment of the change will
occur. While such changes may result in additional costs and delays relative to the schedule, some changes
may result in less cost to the Clerk; for example, the Clerk may decide it no longer needs a deliverable
originally defined in the Project. The Change Request will include the following information:

Webb County Clerk
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= The nature of the change.

= A good faith estimate of the additional cost or associated savings to the Clerk, if any.
= The timetable for implementing the change.

= The effect on and/or risk to the schedule, resource needs or resource responsibilities.

The Clerk will use its good faith efforts to either approve or disapprove any Change Request within ten (10)
Business Days (or other period as mutually agreeable between Tyler and the Clerk). Any changes to the
Project scope, budget, or timeline must be documented and approved in writing using a Change Request
form. These changes constitute a formal amendment to the Statement of Work and will supersede any
conflicting term in the Statement of Work.

Change Request Process

SCOPE DETAILS ~ REQU CHANGES & SCHEDULE

CLIENT IDENTIFIES TYLER ASSESSES / CLIENT DETAILS IF TYLER AGREES CLIENT AUTHORIZES ~ SCHEDULE ADJUSTED TO

NEED/ DESIRE FOR DETERMINES 0UT NEED [N CHANGE WITH THE REQUEST OR DECLINES THE ACCOMMODATE THE
CHANGE OF SCOPE REQUEST FORM P CHANGE CHANGE IF NECESSARY
I Tyler Agrees with Request, —
Estimate provided to clent, Including addition of new tasks
otherwise reasen for dental that result from the change
provided
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4. Acceptance Process

The implementation of a Project involves many decisions to be made throughout its lifecycle. Decisions will
vary from higher level strategy decisions to smaller, detailed Project level decisions. It is critical to the success
of the Project that each Clerk office or department designates specific individuals for making decisions on
behalf of their offices or departments.

Both Tyler and the Clerk will identify representative project managers. These individuals will represent the
interests of all stakeholders and serve as the primary contacts between the two organizations.

The coordination of gaining Clerk feedback and approval on Project deliverables will be critical to the success
of the Project. The Clerk project manager will strive to gain deliverable and decision approvals from all
authorized Clerk representatives. Given that the designated decision-maker for each department may not
always be available, there must be a designated proxy for each decision point in the Project. Assignment of
each proxy will be the responsibility of the leadership from each Clerk department. The proxies will be named
individuals that have the authorization to make decisions on behalf of their department.

The following process will be used for accepting Deliverables and Control Points:

»  The Clerk shall have five (5) business days from the date of delivery, or as otherwise mutually agreed
upon by the parties in writing, to accept each Deliverable or Control Point. If the Clerk does not
provide acceptance or acknowledgement within five (5) business days, or the otherwise agreed upon
timeframe, not to be unreasonably withheld, Tyler deems the Deliverable or Control Point as
accepted.

»  |f the Clerk does not agree the Deliverable or Control Point meets requirements, the Clerk shall notify
Tyler project manager(s), in writing, with reasoning within five (5) business days, or the otherwise
agreed-upon timeframe, not to be unreasonably withheld, of receipt of the Deliverable.

= Tyler shall address any deficiencies and redeliver the Deliverable or Control Point. The Clerk shall then
have two (2) business days from receipt of the redelivered Deliverable or Control Point to accept or
again submit written notification of reasons for rejecting the milestone. If the Clerk does not provide
acceptance within two (2) business days, or the otherwise agreed upon timeframe, not to be
unreasonably withheld, Tyler deems the Deliverable or Control Point as accepted.

5. Roles and Responsibilities

The following defines the roles and responsibilities of each Project resource for the Clerk and Tyler. Roles and
responsibilities may not follow the organizational chart or position descriptions at the Clerk, but are roles
defined within the Project. It is common for individual resources on both the Tyler and Clerk project teams to
fill multiple roles. Similarly, it is common for some roles to be filled by multiple people.

5.1 Tyler Roles & Responsibilities

Tyler assigns a project manager prior to the start of each Phase of the Project (some Projects may only be one
Phase in duration). Additional Tyler resources are assigned as the schedule develops and as needs arise.
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5.1.1 Tyler Executive Manager

Tyler executive management has indirect involvement with the Project and is part of the Tyler escalation
process. This team member offers additional support to the Project team and collaborates with other Tyler
department managers as needed to escalate and facilitate implementation Project tasks and decisions.

=  Provides clear direction for Tyler staff on executing on the Project Deliverables to align with satisfying
the Clerk 's overall organizational strategy.

= Authorizes required Project resources.

= Resolves all decisions and/or issues not resolved at the implementation management level as part of
the escalation process.

= Acts as the counterpart to the Clerk s executive sponsor.

5.1.2 Tyler Implementation Manager

= Tyler implementation management has indirect involvement with the Project and is part of the Tyler
escalation process. The Tyler project managers consult implementation management on issues and
outstanding decisions critical to the Project. Implementation management works toward a solution
with the Tyler Project Manager or with Clerk management as appropriate. Tyler executive
management is the escalation point for any issues not resolved at this level.

=  Assigns Tyler Project personnel.

= Provides support for the Project team.

= Provides management support for the Project to ensure it is staffed appropriately and staff have
necessary resources.

= Monitors Project progress including progress towards agreed upon goals and objectives.

5.1.3 Tyler Project Manager

= The Tyler project manager(s) provides oversight of the Project, coordination of Tyler resources
between departments, management of the Project budget and schedule, effective risk, and issue
management, and is the primary point of contact for all Project related items. As requested by the
Clerk, the Tyler Project Manager provides regular updates to the Clerk Steering Committee and other
Tyler governance members. Tyler Project Manager’s role includes responsibilities in the following
areas:

5.1.3.1 Contract Management

= Validates contract compliance throughout the Project.

= Ensures Deliverables meet contract requirements.

= Acts as primary point of contact for all contract and invoicing questions.

= Prepares and presents contract milestone sign-offs for acceptance by the Clerk project manager(s).
= Coordinates Change Requests, if needed, to ensure proper Scope and budgetary compliance.

5.1.3.2 Planning

= Delivers project planning documents.

= Defines Project tasks and resource requirements.

= Develops initial Project schedule and Project Management Plan.

= (Collaborates with the Clerk project manager(s) to plan and schedule Project timelines to achieve on-
time implementation.
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5.1.3.3 Implementation Management

= Tightly manages Scope and budget of Project to ensure Scope changes and budget planned versus
actual are transparent and handled effectively and efficiently.

= Establishes and manages a schedule and Tyler resources that properly support the Project Schedule
and are also in balance with Scope/budget.

»  Establishes risk/issue tracking/reporting process between the Clerk and Tyler and takes all necessary
steps to proactively mitigate these items or communicate with transparency to the Clerk any items
that may impact the outcomes of the Project.

= (Collaborates with the Clerk 's project manager(s) to establish key business drivers and success
indicators that will help to govern Project activities and key decisions to ensure a quality outcome of
the project.

= Collaborates with the Clerk s project manager(s) to set a routine communication plan that will aide
all Project team members, of both the Clerk and Tyler, in understanding the goals, objectives, status,
and health of the Project.

5.1.3.4 Resource Management

= Acts as liaison between Project team and Tyler manager(s).

= |dentifies and coordinates all Tyler resources across all applications, Phases, and activities including
development, forms, installation, reports, implementation, and billing.

= Provides direction and support to Project team.

= Manages the appropriate assignment and timely completion of tasks as defined in the Project
Schedule, task list, and Go-Live Checklist.

= Assesses team performance and adjusts as necessary.

»  Consulted on in Scope 3rd party providers to align activities with ongoing Project tasks.

5.1.4 Tyler Implementation Consultant

= Completes tasks as assigned by the Tyler project manager(s).

= Documents activities for services performed by Tyler.

»  Guides the Clerk through software validation process following configuration.

»  Assists during Go-Live process and provides support until the Clerk transitions to Client Services.

= Facilitates training sessions and discussions with the Clerk and Tyler staff to ensure adequate
discussion of the appropriate agenda topics during the allotted time.

= May provide conversion review and error resolution assistance.

5.1.5 Tyler Sales

= Supports Sales to Implementation knowledge transfer during Initiate & Plan.
= Provides historical information, as needed, throughout implementation.
= Participates in pricing activities if additional licensing and/or services are needed.

5.1.6 Tyler Technical Services

= Maintains Tyler infrastructure requirements and design document(s).

= |nvolved in system infrastructure planning/review(s).

= Provides first installation of licensed software with initial database on servers.

= Supports and assists the project team with technical/environmental issues/needs.
= Deploys Tyler products.

Webb County Clerk
Tyler Technologies, Inc.



5.2 Clerk Roles & Responsibilities

Clerk resources will be assigned prior to the start of each Phase of the Project. One person may be assigned to
multiple Project roles.

5.2.1 Clerk Executive Sponsor

The Clerk executive sponsor provides support to the Project by providing strategic direction and
communicating key issues about the Project and its overall importance to the organization. When called
upon, the executive sponsor also acts as the final authority on all escalated Project issues. The executive
sponsor engages in the Project, as needed, to provide necessary support, oversight, guidance, and escalation,
but does not participate in day-to-day Project activities. The executive sponsor empowers the Clerk steering
committee, project manager(s), and functional leads to make critical business decisions for the Clerk.

= Champions the project at the executive level to secure buy-in.
= Authorizes required project resources.
= Actively participates in organizational change communications.

5.2.2 Clerk Steering Committee

The Clerk steering committee understands and supports the cultural change necessary for the Project and
fosters an appreciation for the Project’s value throughout the organization. The steering committee oversees
the Clerk project manager and Project through participation in regular internal meetings. The Clerk steering
committee remains updated on all Project progress, Project decisions, and achievement of Project
milestones. The Clerk steering committee also serves as primary level of issue resolution for the Project.

= Works to resolve all decisions and/or issues not resolved at the project manager level as part of the
escalation process.
= Attends all scheduled steering committee meetings.
= Provides support for the project team.
= Assists with communicating key project messages throughout the organization.
= Prioritizes the project within the organization.
®  Ensures the project staffed appropriately and that staff have necessary resources.
= Monitors project progress including progress towards agreed upon goals and objectives.
= Has the authority to approve or deny changes impacting the following areas:
o Cost
Scope
Schedule
Project Goals
Clerk Policies
Needs of other client projects

O 0 0 0 O

5.2.3 Clerk Project Manager

The Clerk shall assign project manager(s) prior to the start of this project with overall responsibility and
authority to make decisions related to Project Scope, scheduling, and task assignment. The Clerk Project
Manager should communicate decisions and commitments to the Tyler project manager(s) in a timely and
efficient manner. When the Clerk project manager(s) do not have the knowledge or authority to make
decisions, he or she engages the necessary resources to participate in discussions and make decisions in a
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timely fashion to avoid Project delays. The Clerk project manager(s) are responsible for reporting to the Clerk
steering committee and determining appropriate escalation points.

5.2.3.1 Contract Management

= Validates contract compliance throughout the project.

= Ensures that invoicing and Deliverables meet contract requirements.

= Acts as primary point of contact for all contract and invoicing questions. Collaborates on and
approves Change Requests, if needed, to ensure proper scope and budgetary compliance.

5.2.3.2 Planning

= Reviews and accepts project planning documents.

= Defines project tasks and resource requirements for the Clerk project team.

= Collaborates in the development and approval of the project schedule.

= (Collaborates with Tyler project manager(s) to plan and schedule project timelines to achieve on-time
implementation.

5.2.3.3 Implementation Management

= Tightly manages project budget and scope.

»  Collaborates with Tyler project manager(s) to establish a process and approval matrix to ensure that
scope changes and budget (planned versus actual) are transparent and handled effectively and
efficiently.

= Collaborates with Tyler project manager to establish and manage a schedule and resource plan that
properly supports the project schedule as a whole and is also in balance with scope and budget.

= Collaborates with Tyler project manager(s) to establish risk and issue tracking and reporting process
between the Clerk and Tyler and takes all necessary steps to proactively mitigate these items or
communicate with transparency to Tyler any items that may impact the outcomes of the project.

= Collaborates with Tyler project manager(s) to establish key business drivers and success indicators
that will help to govern project activities and key decisions to ensure a quality outcome of the project.

= Routinely communicates with both the Clerk staff and Tyler, aiding in the understanding of goals,
objectives, current status, and health of the project by all team members.

= Manages the requirements gathering process and ensure timely and quality business requirements
are being provided to Tyler.

5.2.3.4 Resource Management

= Acts as liaison between project team and stakeholders.

= |dentifies and coordinates all Clerk resources across all modules, phases, and activities including data
conversions, forms design, hardware and software installation, reports building, and satisfying
invoices.

= Provides direction and support to project team.

= Builds partnerships among the various stakeholders, negotiating authority to move the project
forward.

= Manages the appropriate assignment and timely completion of tasks as defined.

= Assesses team performance and takes corrective action, if needed.

=  Provides guidance to Clerk technical teams to ensure appropriate response and collaboration with
Tyler Technical Support Teams to ensure timely response and appropriate resolution.

®  Owns the relationship with in-Scope 3rd party providers and aligns activities with ongoing project
tasks.
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= Ensures that users have appropriate access to Tyler project toolsets as required.
=  Conducts training on proper use of toolsets.
= Validates completion of required assignments using toolsets.

5.2.4 Clerk Functional Leads

= Makes business process change decisions under time sensitive conditions.

=  Communicates existing business processes and procedures to Tyler consultants.

= Assists in identifying business process changes that may require escalation.

= Contributes business process expertise for Current & Future State Analysis.

= |dentifies and includes additional subject matter experts to participate in Current & Future State
Analysis.

= Validates that necessary skills have been retained by end users.

= Provides End Users with dedicated time to complete required homework tasks.

= Acts as an ambassador/champion of change for the new process and provide business process
change support.

= |dentifies and communicates any additional training needs or scheduling conflicts to the Clerk project
manager.

= Actively participates in all aspects of the implementation, including, but not limited to, the following
key activities:

o Task completion

Stakeholder Meeting

Project Management Plan development

Schedule development

Maintenance and monitoring of risk register

Escalation of issues

Communication with Tyler project team

Coordination of Clerk resources

Attendance at scheduled sessions

Change management activities

Modification specification, demonstrations, testing and approval assistance

Data analysis assistance

Decentralized end user training

Process testing

Solution Validation

O 000000 O0OO0OO0OO0OO0OO0O0

5.2.5 Clerk Power Users

= Participate in project activities as required by the project team and project manager(s).
®  Provide subject matter expertise on the Clerk business processes and requirements.

= Act as subject matter experts and attend Current & Future State Analysis sessions as needed.
= Attend all scheduled training sessions.

=  Participate in all required post-training processes as needed throughout project.

= Test all application configuration to ensure it satisfies business process requirements.
= Become application experts.

= Participate in Solution Validation.

= Adopt and support changed procedures.

= Complete all deliverables by the due dates defined in the project schedule.

= Demonstrate competency with Tyler products processing prior to Go-live.

=  Provide knowledge transfer to the Clerk staff during and after implementation.
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Participate in conversion review and validation.

Clerk End Users

Attend all scheduled training sessions.

Become proficient in application functions related to job duties.

Adopt and utilize changed procedures.

Complete all deliverables by the due dates defined in the project schedule.
Utilize software to perform job functions at and beyond Go-live.

Clerk Technical Lead

Coordinates updates and releases with Tyler as needed.

Coordinates the copying of source databases to training/testing databases as needed for training
days.

Coordinates and adds new users, printers and other peripherals as needed.

Validates that all users understand log-on process and have necessary permission for all training
sessions.

Coordinates interface development for Clerk third party interfaces.

Develops or assists in creating reports as needed.

Ensures on-site system meets specifications provided by Tyler.

Assists with software installation as needed.

Extracts and transmits conversion data and control reports from the Clerk’s legacy system per the
conversion schedule set forth in the project schedule.

5.2.7.1 Clerk Upgrade Coordination

Webb County Clerk
Tyler Technologies, Inc.

Becomes familiar with the software upgrade process and required steps.

Becomes familiar with Tyler’s releases and updates.

Utilizes Tyler resources to stay abreast of the latest Tyler releases and updates, as well as the latest
helpful tools to manage the Clerk’s software upgrade process.

Assists with the software upgrade process during implementation.

Manages software upgrade activities post-implementation.

Manages software upgrade plan activities.

Coordinates software upgrade plan activities with Clerk and Tyler resources.

Communicates changes affecting users and department stakeholders.

Obtains department stakeholder acceptance to upgrade production environment.

Clerk Change Management Lead

Validates that users receive timely and thorough communication regarding process changes.
Provides coaching to supervisors to prepare them to support users through the project changes.
Identifies the impact areas resulting from project activities and develops a plan to address them
proactively.

Identifies areas of resistance and develops a plan to reinforce the change.

Moenitors post-production performance and new process adherence.
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Part 3: Project Plan

6. Project Stages
Work Breakdown Structure

The Work Breakdown Structure (WBS) is a hierarchical representation of a Project or Phase broken down into
smaller, more manageable components. The top-level components are called “Stages” and the second level
components are called “Work Packages”. The work packages, shown below each stage, contain the high-level
work to be done. The detailed Project Schedule, developed during Project/Phase Planning and finalized during
subsequent stages, lists the tasks to be completed within each work package. Each stage ends with a “Control
Point”, confirming the work performed during that stage of the Project has been accepted by the Clerk.

Work Breakdown Structure (WBS)

1. Initiate & 2. Assess & 3. Prepare 4. Production

. P i ol
Plan Define Solution Readiness 5. Production 6. Close

1.1 Initial 2.1 Solution 3.1 Initial System 4.1 Solution 5.1 Go Live 6.1 Phase Close
Coordination Orientation Deployment Validation ’ Qut

1.2 Project/Phase 2.2 Current & Future 3.2 Configuration 4.2 Go Live 5.2 Transition to 6.2 Project Close
Planning State Analysis ) 8 Readiness Client Services Qut

1.3 Infrastructure 2.3 Modification 3.3 Process 4.3 End User 5.3 Post Go Live
Planning Analysis Refinement Training Activities

1.4 Stakeholder 2.4 Conversion 3.4 Conversion
Meeting Assessment Delivery

1.5 GIS Planning* 2.5 Data Assessment 3.5 Data Delivery

3.6 Modifications*

*/termns noted with an asterisk in the graphic above relate to specific products and services. If those products and services are not included in the scope
of the contract, these specific work packages will be noted as “This work package is not applicable” in Section 6 of the Statement of Work.
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6.1 Initiate and Plan

The Initiate and Plan stage involves Project initiation, infrastructure, and planning. This stage creates a
foundation for the Project by identifying and establishing sequence and timing for each Phase as well as
verifying scope for the Project. This stage will be conducted at the onset of the Project, with a few unique
items being repeated for the additional Phases as needed.

6.1.1 Initial Coordination

Prior to Project commencement, Tyler management assigns project manager(s). Additional Project resources
will be assigned later in the Project as a Project schedule is developed. Tyler provides the Clerk with initial
Project documents used to gather names of key personnel, their functional role as it pertains to the Project,
as well as any blackout dates to consider for future planning. the Clerk gathers the information requested by
the provided deadline ensuring preliminary planning and scheduling can be conducted moving the Project
forward in a timely fashion. Internally, the Tyler Project Manager(s) coordinate with sales to ensure transfer
of vital information from the sales process prior to scheduling a Project Planning Meeting with the Clerk’s
team. During this step, Tyler will work with the Clerk to establish the date(s) for the Project and Phase

Planning session.
Objectives:

= Formally launch the project.

= Establish project governance.

= Define and communicate governance for Tyler.
= |dentify Clerk project team.

STAGE 1 Initial Coordination

| Clerk

RACI MATRIX KEY:
R = Responsible

A = Accountable
C = Consulted

| = Informed

Technical Leads

Subject Matter Experts (Power
End Users

Steering Committee

Project Manager

Functional Leads

(Change Management Leads
Department Heads

Executive Sponsor

Tyler project team is assigned
Clerk project team is assigned
Provide initial project
documents to the Clerk
Gather preliminary information
requested

Sales to implementation
knowledge transfer

Create Project Portal to store
project artifacts and facilitate
communication

=
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Inputs Contract documents
Statement of Work

Outputs/Deliverables Working initial project documents
Project portal

Work package assumptions:
®  Project activities begin after the agreement has been fully executed.

6.1.2 Project/Phase Planning

Project and Phase planning provides an opportunity to review the contract, software, data conversions and
services purchased, identify applications to implement in each Phase (if applicable), and discuss
implementation timeframes.

During this work package Tyler will work with the Clerk to coordinate and plan a formal Project planning
meeting(s). This meeting signifies the start of the Project and should be attended by all Clerk Project team
members and the Tyler Project Manager. The meeting provides an opportunity for Tyler to introduce its
implementation methodology, terminology, and Project management best practices to the Clerk’s Project
Team. This will also present an opportunity for project managers and Project sponsors to begin to discuss
Project communication, metrics, status reporting and tools to be used to measure Project progress and
manage change.

Tyler will work with the Clerk Project Team to prepare and deliver the Project Management Plan as an output
of the planning meeting. This plan will continue to evolve and grow as the Project progresses and will
describe how the project will be executed, monitored, and controlled.

During project planning, Tyler will introduce the tools that will be used throughout the implementation. Tyler
will familiarize the Clerk with these tools during project planning and make them available for review and
maintenance as applicable throughout the project. Some examples are Solution validation plan, issue log, and
go-live checklist.

STAGE 1 Project/Phase Planning

| Clerk

RACI MATRIX KEY:
R = Responsible
A = Accountable

@
w | 2
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I = Informed e 3 -
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Schedule and
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session(s)
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Develop Project
Management Plan

Develop initial
project schedule

Inputs

Contract documents

Statement of Work

Guide to Starting Your Project

Outputs / Deliverables

Acceptance Criteria [only] for Deliverables

Project Management Plan

Delivery of document

Project Operational Plan

Delivery of document

Initial Project Schedule

Clerk provides acceptance of schedule
based on resource availability, project
budget, and goals.

Work package assumptions:

= Clerk has reviewed and completed the Guide to Starting Your Project document.

6.1.3 Infrastructure Planning

Procuring required hardware and setting it up properly is a critical part of a successful implementation. Tyler
will be responsible for building the environments for a hosted/SaaS deployment, unless otherwise identified

in the Agreement. . The Clerk is responsible for the installation, setup and maintenance of all peripheral

devices.

Objectives:

= Ensure the Clerk’s infrastructure meets Tyler's application requirements.
= Ensure the Clerk’s infrastructure is scheduled to be in place and available for use on time.

STAGE 1

RACI MATRIX KEY:
R = Responsible
A = Accountable
C = Consulted

| = Informed

Initial Infrastructure
Communication
Schedule
Environment
Availability
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Infrastructure Planning

| Clerk

Change Management Leads

Subject Matter Experts

Executive Sponsor
Steering Committee
Department Heads

Functional Leads

End Users

© Iproject Manager

 Irechnical Leads




[ Inputs | Initial Infrastructure Requirements |
Outputs / Acceptance Criteria [only] for Deliverables
Deliverables

Completed Infrastructure Requirements Delivery of Requirements

6.1.4 Stakeholder Meeting

Communication of the Project planning outcomes to the Clerk Project team, executives and other key
stakeholders is vital to Project success. The Stakeholder meeting is a strategic activity to inform, engage, gain
commitment, and instill confidence in the Clerk team. During the meeting, the goals and objectives of the
Project will be reviewed along with detail on Project scope, implementation methodology, roles and
responsibilities, Project timeline and schedule, and keys to Project success.

Objectives:

= Formally present and communicate the project activities and timeline.
= Communicate project expectations.

STAGE 1 Stakeholder Meeting
Clerk
RACI MATRIX KEY: 5
R = Responsible 8 g
A = Accountable 3| &
(%)
C = Consulted el E
188
| = Informed wlod 2l 2l w
(=] B e w E ﬁ o
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cS| E| | o @ 5| £ ©
Bl 3L 91 81 81 & 5
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ﬁ A c: LE ] 3 (=] Ll 11)
Create Stakeholder | | c |
Meeting Presentation
i |
Rewe-w Stakeho de.r A R c
Meeting Presentation
Perfofm Stakeholdfar | | c | | | | | |
Meeting Presentation
Inputs Agreement
SOW
Project Management Plan
Outputs / Acceptance Criteria [only] for Deliverables
Deliverables
Stakeholder Meeting Presentation

Work package assumptions:
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= None
6.1.5 This work package is not applicable.
6.1.6 Control Point 1: Initiate & Plan Stage Acceptance
Acceptance criteria for this stage includes completion of all criteria listed below.

Note: Advancement to the Assess & Define stage is not dependent upon Tyler’s receipt of this stage
acceptance.

Initiate & Plan Stage Deliverables:

= Project Management Plan
= |nitial Project Schedule

Initiate & Plan stage acceptance criteria:

All stage deliverables accepted based on acceptance criteria previously defined
®=  Project governance defined

®  Project portal made available to the Clerk

Stakeholder meeting complete

6.2 Assess & Define

The Assess & Define stage will provide an opportunity to gather information related to current Clerk business
processes. This information will be used to identify and define business processes utilized with Tyler software.
The Clerk collaborates with Tyler providing complete and accurate information to Tyler staff and assisting in
analysis, understanding current workflows and business processes.

6.2.1 Solution Orientation

The Solution Orientation provides the Project stakeholders a high-level understanding of the solution
functionality prior to beginning the current and future state analysis. The primary goal is to establish a
foundation for upcoming conversations regarding the design and configuration of the solution.

Tyler utilizes a variety of tools for the Solution Orientation, focusing on Clerk team knowledge transfer such
as: eLearning, documentation, or walkthroughs. The Clerk team will gain a better understanding of the major
processes and focus on data flow, the connection between configuration options and outcome, integration,
and terminology that may be unique to Tyler’s solution.

Objectives:

®  Provide a basic understanding of system functionality.
= Prepare the Clerk for current and future state analysis.

STAGE 2 Solution Orientation

NI e | Clerk
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Provide pre-requisites | | | | |

Complete pre-requisites A |[R C

Conduct orientation | | | | |

Inputs Solution orientation materials
Training Plan

6.2.2 Current & Future State Analysis

The Current & Future State Analysis provides the Project stakeholders and Tyler an understanding of process
changes that will be achieved with the new system.

The Clerk and Tyler will evaluate current state processes, options within the new software, pros and cons of
each based on current or desired state and make decisions about the future state configuration and
processing. This may occur before or within the same timeframe as the configuration work package. The
options within the new software will be limited to the scope of this implementation and will make use of
standard Tyler functionality.

The Clerk will adopt the existing Tyler solution wherever possible to avoid project schedule and quality risk
from over customization of Tyler products. It is the Clerk’s responsibility to verify that in-scope requirements
are being met throughout the implementation if functional requirements are defined as part of the contract.
The following guidelines will be followed when evaluating if a modification to the product is required:

= Areasonable business process change is available.

= Functionality exists which satisfies the requirement.

= Configuration of the application satisfies the requirement.
= Anin-scope modification satisfies the requirement.

Requirements that are not met will follow the agreed upon change control process and can have impacts on
the project schedule, scope, budget, and resource availability.

STAGE 2 Current & Future State Analysis

& Clerk




RACI MATRIX KEY:
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Inputs Clerk current state documentation

Solution Orientation completion
Outputs / Acceptance Criteria [only] for Deliverables
Deliverables

Documentation that describes future-state
decisions and configuration options to support
future-state decisions.

Delivery of document

Work package assumptions:

= (Clerk attendees possess sufficient knowledge and authority to make future state decisions.
= The Clerk is responsible for any documentation of current state business processes.
= The Clerk can effectively communicate current state processes.

6.2.3 This work package is not applicable.

6.2.4 Conversion Assessment

Data Conversions are a major effort in any software implementation. Tyler's conversion tools facilitate the
predictable, repeatable conversion process that is necessary to support a successful transition to the Tyler

system. The first step in this process is to perform an assessment of the existing (“legacy”) system(s), to

better understand the source data, risks, and options available. Once the data has been analyzed, the plan for
data conversion is completed and communicated to the appropriate stakeholders.

Objectives:

= Communicate a common understanding of the project goals with respect to data.
= Ensure complete and accurate source data is available for review/transfer.

= Map the data from the source to the Tyler system.

Webb County Clerk
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= Document the data conversion/loading approach.

STAGE 2 Data Conversion Assessment
Clerk
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Inputs Clerk Source data
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Outputs / Acceptance Criteria [only] for Deliverables
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Data Conversion Plan built/updated Clerk Acceptance of Data Conversion Plan, if
Applicable

Work package assumptions:

= Tyler will be provided with data from the Legacy system(s) in a mutually agreed upon format.

= Tyler will work with the Clerk representatives to identify business rules before writing the conversion.

= (Clerk subject matter experts and resources most familiar with the current data will be involved in the
data conversion planning effort.

6.2.5 Control Point 2: Assess & Define Stage Acceptance

Acceptance criteria for this Stage includes completion of all criteria listed below.

Note: Advancement to the Prepare Solution Stage is dependent upon Tyler’s receipt of the Stage Acceptance.
Assess & Define Stage Deliverables:

= Documentation of future state decisions and configuration options to support future state decisions.
= Modification specification document.

Assess & Define Stage Acceptance Criteria:

Webb County Clerk
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= All stage deliverables accepted based on criteria previously defined.
= Solution Orientation is delivered.

Conversion data extracts are received by Tyler.
= Data conversion plan built.

6.3 Prepare Solution

During the Prepare Solution stage, information gathered during the Initiate & Plan and Assess & Define stages
will be used to install and configure the Tyler software solution. Software configuration will be validated by
the Clerk against future state decisions defined in previous stages and processes refined as needed to ensure
business requirements are met.

6.3.1 Initial System Deployment

The timely availability of the Tyler Solution is important to a successful Project implementation. The success
and timeliness of subsequent work packages are contingent upon the initial system deployment of Tyler
Licensed Software on an approved network and infrastructure. Delays in executing this work package can
affect the project schedule.

Objectives:

= All licensed software is installed and operational.
= The Clerk can access the software.

STAGE 3 Initial System Deployment (Hosted/SaaS)*

Clerk

RACI MATRIX KEY:
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Outputs / Acceptance Criteria [only] for Deliverables
Deliverables

Licensed Software is Installed on the Server(s) Software is accessible
Licensed Software is Installed on Clerk Devices | Software is accessible
(if applicable)

Installation Checklist/System Document

Work package assumptions:

=  The most current available version of the Tyler Licensed Software will be installed.
= The Clerk will provide network access for Tyler modules, printers, and Internet access to all applicable
Clerk and Tyler Project staff.

6.3.2 Configuration
The purpose of Configuration is to prepare the software product for validation.

Tyler staff collaborates with the Clerk to complete software configuration based on the outputs of the future
state analysis performed during the Assess and Define Stage. The Clerk collaborates with Tyler staff iteratively
to validate software configuration.

Objectives:

= Software is ready for validation.
= Educate the Clerk Power User how to configure and maintain software.
= Prepare standard interfaces for process validation (if applicable).

STAGE 3 Configuration
| Clerk
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Upf.iate_s to Sol_utnon i a ¢ ¢
Validation testing plan
Inputs Documentation that describes future state decisions and configuration options to support future
state decisions.
Outputs / Acceptance Criteria [only] for Deliverables
Deliverables
Configured System

Work package assumptions:

= Tyler provides guidance for configuration options available within the Tyler software. The Clerk is
responsible for making decisions when multiple options are available.

6.3.3 Process Refinement

Tyler will educate the Clerk users on how to execute processes in the system to prepare them for the
validation of the software. The Clerk collaborates with Tyler staff iteratively to validate software configuration
options to support future state.

Objectives:

®= Ensure that the Clerk understands future state processes and how to execute the processes in the
software.

= Refine each process to meet the business requirements.

= Validate standard interfaces, where applicable.

= Validate forms and reports, where applicable.

STAGE 3 Process Refinement
| Clerk
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Refine
configuration (Tyler | | |
Responsible)
Validate interface A R c c
process and results
Update Clerk-
specific progess ‘ A R c
documentation (if
applicable)
Updates to
Solution Validation A R c C
testing plan
Inputs Initial Configuration
Documentation that describes future state decisions and configuration options to support
future state decisions.
Solution validation test plan
Outputs / Acceptance Criteria [only] for Deliverables
Deliverables
Updated solution validation test plan
Completed Clerk-specific process
documentation (completed by Clerk)

Work package assumptions:

= None

6.3.4 Conversion Delivery

The purpose of this task is to transition the Clerk’s data from their source (“legacy”) system(s) to the Tyler
system(s). The data will need to be mapped from the legacy system into the new Tyler system format. A well-
executed data conversion is key to a successful cutover to the new system(s).

With guidance from Tyler, the Clerk will review specific data elements within the system and identify / report
discrepancies. Iteratively, Tyler will collaborate with the Clerk to address conversion discrepancies. This
process will allow for clean, reconciled data to transfer from the source system(s) to the Tyler system(s).
Reference Conversion Appendix for additional detail.
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Objectives:

= Data is ready for production (Conversion).

STAGE 3 Data Delivery & Conversion
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